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PROPOSAL FOR THE

BAPID TRANSMTTTAL OF INFORMATION REFORTS AND CUSTOMER REACTIONS

. The Problen

The problem faced Ly the Agency Plenuing Group in the routine in-
‘telligence field comes under three headings:

a. Speed of procecsing, taking advautage of new technology;

b. Quality of reportiag, dismissing submargine} information -- angd
A#ources -- al the garliest poasible stage;

c. Tallor-made dissemination to keep analysts from being Pflooded
with materisls not pertinent to their work.

These facets are interrel#tedm Processing delsys in getting reports
%o customers bread sdditional delsvs in getiing reactions and evalustions
%0 the collectors. The half-life of informaticn is short; loss of intereat
in it due to nime lag produces lack of interest in imoroving the source's
vroduction.

If we are able sigrificently to eut the number of processing steps
snd their sgiregete time, users will better recognize thelr own interest
in Turnlsghing feedback to the cellector. C(Collectore will appreciate this
timely intersst in their operstlons; and case officera and sources aliks
will be encouraged by the speed with which their material was handled, and
the interest Washington has taken in it.

dpeed snd quallity sre perticularly closely interwoven in the fleld
of marginal or submwarginal repofting. If users can let the collector

knov quickly that certain materiels are velueless, operations cen be
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ké?fectively re-directed or stopped, freeing fiald manpower for more con-
struetive enterprises. If the discovery of lack of value ia delayed, or
not commnicated, operations go oh indefinitely, producing nothing, and
the Agency's best asset, its professionsl manpower, remeains tied up in
then.

In late 1958 the DCI appointed a plenning group, repréaeqtiné all
elements of the Agency concerned, to recommend a comnmdeations snd re-
portiag systen for CIA which would result in a qp&e&ier and more efficient
flow of reports to the using analysts. The propogal below has hesn de-
veloped by members of this planning group. It is designed to cover a
fairly limited number of CIA reports in the early &tsges of its opera-
tions. Zﬁ is alsc deslgned, however, to he expanded to cover a larger
percentage of CIA reports =nd poaéibly even the reports of other {ntelli-
gence agencies if operating experience proves that these steps may be

desirable.
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The Heed for a More Expedi tious Systen of Reporting

/.8 a result of reconmendstions made by the President's Board of
Consultants on Foreign Intelligence Activities (the Rl Committee)}, the
Fresident hes directed the intelligence community to establish a system
for the reperting of critical intelligence within speeds spproaching ten
minutes. The "Critic” systém.has been designed to meet fhis gpecific
task. In devising the "Critie" eystem, however, the Critical Communica-
tions Committee advenced, and the USIB approved, the view that for any
system of reporting of eritieal intelligence to echieve maximum efficiency,
it was essential that there be an inereased flow of more timely background
data against which to esgess items of critical intelligence.

In view of the emerging capebility of the Soviet Union in the field
of guided missiles and the general apeed-up in the field of weapons and
coamunications, the DD/I has get as a goal the establishment of a report-
1hg system in the 1ntelligence commanity which will get substantially all
intelligence inforaation to the analyst within tventy-four hours after
the preparation of the report in the field. Cemmunications and other
mechanical technigues are sufficlently advanced to wake thias a feasible
goual,

Before developing o systenm that can include the reporting of the
entire intelligence community, it is necessary that CIA davelop a aystem
for its own reparﬁing that will move toward the achlevement of the
twenty-four hour gosl. The experience gained and the techniques devised

in the development of this internal system might well provide the basis
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for a rapld systen encoapassing the remainder of the intelligence
eonaranity .

AL the present time informsiicn e recelved by intelllizence zuslysis
ovey an estonded pericd of time aster the event being reported.  Soue
informabion ie received in a matier of hours or doys _
the ocebled ceports of obber reporting sgencles, imtludix'xg; the Clandagtine
Sexvices of CTA. The bulk of the informstion, nowever, is recelived in
dii-pﬁtc‘a or report form over ssveral weeks or monihks fellowing. For
exsmnle; Clandestine Ssrvices gouchel reporte, secerding to o recent
twr-day Bsmple, rveaseh the apalvstc® desks on sn average of 54 daye atter
Phedr sequiaition in the Tleld. A schematie chart of the present amw

the desired patierns of the recelpt of reports by snslysts follows.

: P -
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The Volume of Reporting | 25X1A

25X1Axn 195k, the Clandestine Services disﬂeminat;ed-mport&,

This volure has increased every year since.
25X1A

In 1958, the 03 atssentaated over NG

were ’msl.v These figures, over this S5-year period, represent increases
of 47 per cent in the total number of reporis and over 300 per cent

in the mumber of TDs disseminated. This volume of regmrtlmg - @Ven
supposing it to be wholly desirable -- imposes grave mmésea on
available facilities, personnel and procedures. It appears to have
outgrown the Agency's ability to handle and use it effectively. Evi-
dence of this is %o be smeen in deleys between the receipti of informa~
tion reports &t Headquarters a.nd‘ their delivery w mzstmga,rs mach as
those reporited ebove,

C3 reports lsterally dissamizated in the fleld scuetimes reech
other agencien and departments in Washington through their channels
appreciably soconer than through CIA. In scre Iinstancer, other sgeanies
and deznrhnént.s heve dissemivated information teken from icm reporis
in their own publications before the Agency recelved its own coples.
Customers complain that they receive too many reports they do not
need, and thet they fail to receive informatios they dc i}‘.eed“ The
limitations of collection mechanlsms aside, collecting cc;!ryonente re~
tort that customers fail to mke theiy needs kmmthmugt’t cleaxly
phrased, up-to-date requirﬁmnta snd substentive emuamon of repartag

A lack of communication between the two elements is evident.

-b -
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The Guidence Factor

Adequate guidance vould do much to improve C8 reporting in all
these respects. It would infomm the £ield -- promptly and frequently
-= et the cammmnity wants, and thersby ensble the collector to
concentrate on acquiring thes informetion. In doing this; it would
reduce the volmme of reporting -- and this smeller volwme of better
material could be hendled more speedily. Theve is a schoé:l of thought
vhich argues that formal Reguivements alone dictabe vaatb :l.pfomtion
18 to be procured. This is txue to en exbent: sanyome procuring
information which falls within the scope of & specific requivement
will send 1t in. Buat this does not in preciice limit the procuresend
of infametion vhich is not respamsive to needs, or vhich is only
berely 30,

The lnman resscns ere simple: at one end is the kmm;v writer of
requirements. He writes loosely :I.n order to obtain sll mfamtion
vhich may bear on hie subject. A‘b the other end 1s the fiem cage
officer. He will find gome besring on same mqﬂmm i.n. mmost;
anything. The "Initisl Reactions” proposed in the pmsem paper are
intended to supplement rvegulireneuis and substantive evalqatiens with
& nev formof yapid, frequent, criticel appreciation of production,
and thus aid in esteblishing conmnicetions between m*m analysts
and producers of informaticn. | |

The DD/P hes set &z & goel the wesding ous, at €S field stations;
" of volume reporting below the level of significsnce to the intelll-

gence cammnity, through the Judicilous application of these and other

available mesans.
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_S_yno§3u of the Proposal

The cycle of the pruposed system consists of the following elements:
N |

a. Reports are typed at the field station in T format on a Flexo-

-
256 o [ '+ < o oo

T e 7

electrical means.

25X3 *
k d. On a twin of the input Flexowriter, _autg-

wetically typed in TD format, and carbons furnished to the action desk.

25X3

25X3

€. An OCR document anslyst essigned to the Cable Ssxcte‘cariat places

appropriate ISC codes on the mat, together with an m&ieation of the dis-

semination normally accomplished by OCR. Sinm.l.tanewsl; s the action desk
reviews ite copies, adding appropriate release and dissaimination instruc-
tions and moking minor corrections. A completed copy isﬁ returned to the

Cable Secretariat.

f. Te fully ISC coded, released, corrected, and cé-aumbema D 1is
then run off for exteransl end internal diatribution by mpssanger or elece
trical trensmission. |

g Initiel Reaction Sheets (see Attachment A) are Filleﬁ in by
analysta with substantive interests, snd returned withinz Fthree workiﬁg ‘
days to OCR. | :

h. The Machine Branch of OCR processes incoming In{,tial Reacbicn

Sheeta on punched cards. Lists of Reguirements are procTased én the zame
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manner. Reproduced decks of these cerds go to the %;achim, Braneh of RID,
DD/P.
1. OCR furnishes DD/I internal disseminstion and ;docmn‘t processing
‘offices with appropriately organized tabulatiocns of anelysﬁs ' mctiona to
; disseminations they have received (Question 1}, and lis‘ta of ISC coding

proposed by analysts which was not foressen in the initial coding process

\
{Question 8). |
J. Meantime, the Machine Branch in the CS bas punched cards of other

information, such as report mmbeft » Projects, sources, originating sta-
tions, appraisal, oubject, etc. Upcn receipt of the cards pade from Initial
Resetion Sheets, 1t processes these for transmission ot% spacifically perti-
nent tabuletious by pouch or teletape to the field, with coples to the
desks and Staffs concerned. |
2EX1A A pilot model of this systea can be promptly eetabliehed with the

I - oo coveiesce vien e s,

' the whole system can then be edapted for use elewhe@:e q.nd perticular

featuree spread out to covaer €3 rgporting scross the "bezm& The 1saue of

vhether and how to apply the eystem to customers in o;..her Asenczes ean
|
then be vworked on piecemesl. ‘

| There is no mechanicel reascn why the full cycle oﬁ' reporting to the
customsr, and return of initisl cuatomer reactions to tl;e field., nsed take

longer than ten working deys, if unaccarnpanied pouch is m, end less if
tape is transmitted by electrical means. '

2001/03/07 : CIARDP92801090R002600110002 6
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Processing by the Fleld Reports Office

The format of the report to be used by the field stetion is a con
praaise between the cable and the present dispatched Information Report.
The intenticn is to provide a means by which the Cirst typing of the
report remains the only one in the ﬁhole process, unless extensive re-
writing, and thus retyping, becomes neéessary. To achi.;:ve this, the
fleld will use the format of the Beadquarters T.D. ab inttio for this
method of reports proc=ssing. |

A8 & distinction in formet betwean a Telotapel T.D. and a cabled
T.D., the original. typsd in the fleld will be coverci by the Operational
and Source Cover Sheat which is norually attached to pm;.chad Information
Reports. Use of these forms will assuve a éoz@mt& &:&pﬁt&tim of é‘i_:!.s-v
seminsble information from ell other. |

.Typing takes placs on é Flexvwriter according to & ﬁxed formt
exbodled in o Monual. The format zhouwld laatisf‘,\r locel @iwwinatim
needs as wvell as thqm of Oesdquariers. The station is frm-': to take
advantage of the varicas mechanical fantures of the F’lé:jowiter which
permit eutomatic typing of stomdard iaformatlon, end initial typing in
draft foneww, by autcastic final typlog. Skilled cperators will soom
obtain optimm results. |

In eny event, the fioel typing of the Uperatiouel and Soures Cover

Shest, and the T.D., i3 mode with the tape punch oa. The finished tape

' 25X3

‘ - 10 - ! . .
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Confirmation Copy

In the subsequent processing of the tepe, the registries bota in
the field and at Beadquarters are bypassed. Ia ovder to satlizsfy the
records needs of both, we move the original typed copy of the Telatape
dispatch by pouch, and treat it in the same manner es sny other dis-

pateh for records purposes. Thie confirmation copy would arlaa be used

to back us up in any situation in whickh tape is lost (no su;ueh eveat hss

occurred to date). Needless to say, carbon copies of the c#rigmal
typing are used in the field for the station's file end doc;\zm@ntaﬁim
purposes. It appeers adviseble to use the seme method in the Telstape
reporting process. -

. - 12 - ]
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Processing Upon Arrivel st Hesdquarters

Aeqgunte messonger maagf:msnts axiat for the mon *l‘f; of Telstape,
upan arrivel in

RID. The tape fa merely logeed ss o ualt ead moved by hand %o the
Signal Center in L Bullding vithout delsy. There wschanical processing
produces a cleer text tape. In the Teletaps process os \éaj bave tested
1t so far, this clesr text tape is @elivered to the Division for further
 bandling. For the reportiag puFposs, howewer, ve prGpOse that it go
directly by dwsh-veiter upstairs to ihe Cable Secreborist.

Approved For Release 2001/03/07 : E1A-RDP92B01090R002600110002-6
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Processing by Cable Secratarist

The first item to appesr co a raports tape will de the non-
disseminable Operationsl and Scurce Cover Shest. The typist in the
Cable Secreteriat will plece ong of these shests, with the mmber of
carbons required by the Divieion, in her Flexowriter end automaticelly
type this portion of the material. The machine stops at the end of
the pege. The typist then puts e T.D. mat, vwith three or fmzr carbons,
into the mmachine end resumes eutematic twping af the dissafimbla pPor«

tion of the repmct

The Cable Secr@tarmt rgtai.ns the T.D. mat fop tz‘eampt &8
described below. The Opersticns) and Scurce Cover Sheet and cavbons,
and the carbons of the T.D., sre furnishked by messenger Lo ‘the
Division reports office which has actico on the report.

- b -
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Frocesaing by the €8 Area Diviaicn

Incoming reports are screened by the reports officer concerned to
separate immediately releasable material from that waich reéuima e
vriting. |

Normelly, immediately releaseble materiel will be hamil&d first.
It wtll be glven & CS report number and the distribuiion agts,s.@eio ‘The
copy used in this review will then be released by the Mﬁgim reports
officer and forvarded to the Ceble Secretaeriet with sn indication of
the number of copies required in the Divielon for the purpose of internal
C8 distribution. Minor corrections, if fmdicated by the D;.v::sim, can
be mede either on the finished T.D. za%, or by subcustic retyping from
the originel tape in the Cable Secretariat. — ‘

Material which mst be reprocessed prior to disamaéim will be
retyped in the Divielon on @ mew T.D. mad. Tals is then fwnished to
the Cable Secretariat for éia%mne;%.ﬁ.w~ This will cause ‘i‘;}m destiuc-
tion of the original mat by the Cable Sceretarist. Ab veasouable
intervels, s mevbor of the Requiremsata Steff veviews m}é&s@d» 7.Ds

at the Cable Escretoriat epd inquires inte the csuses of undue delays.

: . . l :
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Simaltaneous Coding ‘
Waile this veview jrocess takes place in the Divicion, sn OCR

document analyst, stationed at the Cable Secreteriat, hus assigned
pertinent ISC mmbers (provably from the new, revised version of the
Code) to the report, and noted them on the TD mat. Ee hes also indi-
cated the di#smina%:ion the report should receive beyond thafa asgigned
by the C8. All rur-off coples will thus bear the code rambers and

~ dissemination, and po processing time was lost by in:,ectin}g these

- essentixl steps ut this stage.

As soon & the releagse copy of the TD is received 1‘rqn the Divi-
sion, the Cable Secretariat types the CS mmber on the .az;at, &8 welli
as smendmen’.s 1o the standerd C8 distrivubion ladder. a‘*ﬂnbr correce
tions in tie text can also be taken care of ai this sta.ge‘ The TD is
“hen rur off m the requisite muber of coples fur mtmm}. and exter-~
nal C3 iissemination.  Courier distrivubion take.e pleoe almxg with the
now customary distribution of cabled TDe. |

It 1s posaible at this stage to tuke edvartage of the available

25X3 clear text tape which vas used in the eutomntlc byping of the T ta
relsy the repoert electrically to customers. The charoces a#e,howemr,
that tmtil-equimnt becanes available this typs of Wéssmg‘
vill be limited to offices which hsve the essentlal equ;mént now
functioning, 1.e. essentially OCI. We consider it d&airab:!;.e to make
electrical disseminstion to OCI in mrder ¥o acquize the necessary

- 16 -
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operating experience sgainst the day when i1t may be necesgary or de-

- \
sirable to make extensive electrical disseminstion to a wj.de ronge of
. |

custonmers.

25X3

| .
- 17 - |
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The Initial Reaction Sheet

Ville the form is self-explanstory, several polnts & kTould be made
in suypport of it. '

Nayy department of the Ageney hag experienceﬂ\. & steq‘dy increase
in busi.ess, volume of peper, operational activity, sumber of reporis,
mmbe; of cable groups transmitted, eté. » &very year. There sppears to

2XIA - va 5 steaty enmat grove [ :: is toe remus of

15 years of preparatory work now glving us ; in volmm- ir not in quality,

.ncmsi.ngly the product we have sm:ght On the other hanTi, ve have

reached our peak in manpower.

Sooner or later this cenflict wii.ll cease to be mer@ly ennoying.
Most of us plesd that we ere so overloeded that we csanot Y e on
another piece of paper or another foim. Individusl em@n?nf;s 5?.1:*3’.?&
valiantly to improve the effectivencss of their use of Wr by
regulating themselves a little better in cns respect or another, but
the paper [lood does not diminish. |

The fact is that all elemants in Ehe reporting busine} 8, froms
procurenent througb. analysis, are parts of @ single ﬁhele.f cance the
most serious problems facing each of the components are v:l.Twed, ot as

thelr exelusive, individusl concern but as aspecis of a single large

problem then new Bolutions offer themselves which may tend to be
’ 25X 1A 4

simpler and more effecﬁive Ve refer to "m

Guiding of Intelligence Collection,” Studles in In%eliig@nﬁe, v?];o 3,

Let us have the courage %o face the anslyst -~ to be@n.mw
\

2001IO3IOT 18)a- RDP92801090R002600110002 6
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within the Agency -- with another form. The payoff will be worth it.
Three aspects of the reporting problem are combined in it: those of
appropriately limited dissemination, of adequate ISC coamg for later

retrieval, and of a quick expression of interest to aasist‘the' collector.

)
Only those analysts should be asked to use the form wlrwe "feedback"

vill be worth exploiting, i.e. the specialists concerned with the sub-
Ject matter reported; those respousible for writing collection reguire-
mente; those whose work will suffer if information is not adequately
retrievable for lack of coding. It stands tc reason that éheir cocpara-

tion will be quickly rewvarded by receipt of fewer reports which are of

no interest to them; by retrisval of filed materiels they x?eed in research;

by more direct and effective contact with the collectors, ﬁr:’i,ggemd by
their responses on the IR3. | |

The snalyst hes more importent bueiness than %o £111 1‘Tn fornmas;
 hence the form must be simple., end easy to use and msil. ‘e might
provide participeting anelyste with blenk forms, sod pre-addressed
envelopes containing identifying pre-punched cards, to make processing ‘
ensy at all stages, ‘

Punched-2ard proceaainé of filled-in IRS formz should be used for
a1l reporting derived from it. This will allow ue to use the fom in
a ?ingle copy never requiring menual sorting snd distribution. ALl
darived prodﬁcts ts.ke the form of fa.ilor-—mdae machine tabulrtians,

The form as it eppears in the sttachmaat, althmgh finisbed in

appearance, is merely s draft for discussion and further rjﬁnement.

-19 - | l
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Feedback for Coders

Every theoretical discussion of retrieval problems brings out the

inevitable human limisations in the coding process. For a recent review
of this problem, see aul A. Borel's article "Cn Prcceaaiq.g intelligence
Information," Studies in Intelligence, Vol. 3, No. 1.

Analysts in the Ducument Division are not omniscient universal
geniuses; they are able to assign the apparently essentia:ii. codes, but
they ere bound to overiock, or not to be aware of, angles under vhich
retrieval night in future become essential. This is the érinw.ry criticism
of the present library uystexﬁ, leveled at it by persounel using it. The
intelligence subject ccde, present or revised, is a aplen@id instrument,
useful exactly to the yoint to which codera properly f‘are:e@ tbe headings
under which material muy need to be recovered, but no “urt‘hel R

The better and more widely known the Intelligence &zﬁ,ject Code, the
more it 1s directly used and contributed to by experts in :th'»air various
fields, the better the retrieval system. The Initial Reaction Sheet pro-

vides a simﬁle methed of contribvuting to the coding. This‘ presunes that

the ISC codes originally asgsigned by document anelysts ore available on
the report for review. Any anelyst who receives a copy c;n take care of
his owm interests beyond the initial coding by edding appropriate codes
on the form. \ ‘
Mechanically, the additicnal entries will be rei‘erred to the Docu~
ment Division in weekly ta‘oulaticns@ These will clte the of each

contributing analyat ; the additional codes each has praposgd » and the

Approved For Release 2001/03/07 -C?R RDP92801090R002600110002 6
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report numbers to which these pertain. They can appear in docunsent numbar'

|
or ISC Code order, or any other desired arrangement, for discusaion vith

the proponents if this is indicated, and integration into The systm.
- Once this reedback process has been undervay for scme time, and

analysts have become used to it, it is to be hoped that thTy will develop

such confidence in the ability of the library -« particu.mfly 88 machani-

zation provides increaaingly reliable and repid aervice - to’ retrieve

what they need, that they will be willing to dispense witl‘i& "e bulk of

‘
thelr own paper holdings. Withaut participation in the coﬂing ‘process,

: \ s
this confidence, we believe, cannot be established. B i'-“

a0

-

Approved For Release 2001/03/07 : CllqAERDP92801090R002600110002 -6
|




Approved For Release 2001/03/07 : CIA-RDP92801090R002§00110002-6

$~E-C-R-E-T

Feedback for Dieseminatgg_

Background Papers Nos. 1, 3 and k4, when read together, spell out
another cause of deluys in proecessing information reports to the ultimate
Agency user: The rethod, now in use, of successive disseminaiion through
organizational channels, with mejor di#tribution to the Office, from there
to the Braneh, ‘rom there tc individuals. Bulk processing through several
steps is inhevently inefficient, when seen es & whole ; oot only in terms
of time, buc also in terms of the number of coples required which must be
based on extreme potential needs, rathef ‘than gpecific known needs.

Alternatively, diaseminétion might be achieved within ‘the Agency,
fron a central poin*f; directly to individusl analysts, oan the basis of
their specific requirements, kept up-to-date on a continuing basis, by a
feedback system suitable to mechanization. ‘

Under such a system, dissemination can take pla,cg. by syojects coded
in the ISC, thus taking adventage of the fect tbat reports vaed Ly the
propoeed reporting system will caurry pertinent codes on asvery copy. Coded
requirements, on the cne hand, and coded reports on the other, ax;e 8 pre-
requisite for any attempt to mechenize the routine portion ch the dissem-
ination process. (Unusual spot requirements would be hendled outside the
gsystem. )

An anelyst's Statement of Requirements may be derived in the first
instance by tabulating his response to Ques%isn 1 of the Initial Reaction
Sheet over a period of scme months. The tabufaticn would cqnta.in all the

!
reports he received, and their subjects in terms of the ISC Code.
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Document analysts could translate this tebuletion into a tegxtative State-
ment of Requirements, for refinement in discussion with the‘analyst con-
cerned. This would yield the analyet's current Statement o% Requirements
on which disgeminations to him would be bgsed. This in ‘«:u.m would be
kept up-to-date by the continuing feedback of his reactions on the IRS.
The eiperimgnt in sutomatic dissemination now urvs.ermy%in AFCIH-1
indicatea that much additional peper is pumped into the mili by the
stralght-faced, undiscrimineting mechine. Thie is due to 1qadequately
spelled out requirements which are adequately understood by irained

enalysis, but cause hash by machine. A feedback system as proposed here

4
[ 4

properly used -~ will tend to give the aunalyst snd his supefvisor direct
controi over the volume of 1nf§rmtion delivered to iha "In" basket.

‘The supervisor iz an interested party inthis process because of his
responsibility for & proper workload distribution to his subjordinates.
This, in practiee, is = most difficult tesk; most aupervﬁ.soz}s carry their
own workloads, and do not inspect their subordinates' "In" Qagkets at
‘regular intervals. Basad on the Initisl Resction Sheot, supervisors may
recelve every week, or at any other convenient interval, a tabulation by
neme of their subordinetes of the reports they tock in, and their reac-

- tions to them. This is a tool which might lend itself very ‘well to

proper workload distribution.

| - 23 - ;
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Feedback for Collectors

The remalning materisl on the form is intended to guide the collector.
It does not contain wriﬁten evaluations, but provides for cheeking off
the simplest and, under the circumstances, most useful elmnéﬁte of
guidance. A punched card system will be developed to bring these ele-
ments to the rapid attention of field stations and Headquarters desks and
Staffs concerned. The systea ezbbodies the egsential factas Qf projects,
sources and reports, i.e. the Operational and Source Cover Saeet, the CS
report form, or its TD equivalent, Project Summary Sheet, ami lists of
Requirements and their numbers. HNon-operstional portions of these cards
will be reproduced for OCR for tabulations of use to DD/I e}azmnta. On
the basis of this material, and the Initiel Rea,ctién Sheet qj:ards recelvad

from OCR, the Machine Branch ia the CS will be in a position to distribute
|

such reports ag the following at sppropriate intervals:
l. To the field --

Ry statlion or base, source cfwtm, and re-
ports officer: a tabulation of reports in fi;ld report
and cable number order, citing the CS number, i%;hts subject,
and each Initial Reaction received to date; Fequirements
levied on the station, citing r'eports‘and msirewactione

pertinent to each; a list of reports not dissemipated by

Hesdquarters, giving brief reasons.

2. For the Heedquarters Branch --

Copies of the above; iu Source or CS number

order, a list of outstending evaluations {frcq: Question 7

Approved For Release 2001/03/07.:@IA-RDP92801090R002$00110002-6
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of the IRS) with the names and telephone numbers of the
anslysts who promised them. |

- In order of customer offices: a tabulation of
C5 reports originated by the Evsach, giving the names of
individusl analyste and their initisl resctions.

Copies of materials detailed below.
3. For the Requirements and Project Staffs --

By Requirement Numbers: reports referenced to
them and Initial Reactions recelved.
By source cryptonym: & 1‘.abulation1 of materisls
rejected by customers in response to mestioz;a@ 2 through 6
of the IRS. ‘
While the value of materiels of this sort should be apparent -- take,
for example, the operaticnal usefulness of a quick reaction to Question 3 -
the limitations need to be pointed up as wall. The eh:i_.ef intention is to

\
provide officiale concerned with a convenlent houndle by which te investi-

gate a situation. If Initisl Reacticns run consistently h:l,gh on & low
cost source, Headquarters personnel nesd to spend little time on opera-
tional massage in the renewal precess. On the other hend, iif Inivial

Reactions run adversely, this provides an indieation to thé desk and the

Steff that the situation nezds %o be loocked into. The pWam of the
tabulation is not to allow rejections to be Arowned in the stack of paper

|
vhich is surfaced once & yewnr in the project renswal process, but to pro-

vide a convenient method for the prompt clesing of marginal operations
‘ |
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Effect_ on Substantive Evaluations

The amount of bookkeeping now undzrieken in the €8 to kesp track

of individual projects and their rerorting product is very ponsider-
able. The scheme as outlined here does not enconpass the ;péesent

substantive evaluation process, the importance of vhich is ;n no wvay
affected by it. In present experience, more than half of t?pe rather
elaborate Form 39 are returned by customer analysts with chéck marks

only, and no substantive comments whetsoever. By diverting these to
" |

the IRS, and by freeing desk and Staeff personnel of rcutine bookkecp-

ing chores, it should be feasible to spend more time in personal or
telephone contact with quelified anslysts to cbtain specific useful
o 1

comments .

One novelty of this scheme, which is apt to mest with some appre-

hension in the C8, consists of the direct, uninhibited two-@y

camminication between the recipients of information and its producers.

An initial reaction to the product is sent right back without inter-

|
vention at the Headquarters desk. This carries the risk that the
|

field may act independently on the feedback to stop or redirect a pro-

Ject, as the case mway be, witboul being so directed by the Bea.dquarters

desk. There are two sides to this conbroversy: we wovld argee that

the C8 have persomnel in the fleld so competent that we enﬁr’uét them

with the conduct of operations which scmetimes cerry considersble risk;

we can rely on them to discriminate. Purtheraore, the desk is in &

position rapldly to add lte coumments to the material ctmmniicated to

the fleld, since it receives a copy simuitaneously.
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Under the impetus of this system, it is to be hoped txi&t substan~-
%ive evaluations will be processed to t;he\ field with a spesd
approximating that of the Initisl Reactlon system. They néw take on
the order of six months to reach the field from the date of the orig;
inal report. They are often valueless by that time. The reaszons for
these delays are for the most ps.r't mechanicsl snd will be 'eje\:pamtely
investigated and deslt with. | |

-27 -
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Mechanical Aspe :ts

Tue mechax .cs of the process fram the anelyst's point of view
are sizple onov h. Upor his firsi reading of new incoming materinls
he vill £ill o the form. He will alsc bave in his desk blank de-
taliled evaluati n sheets vhich he uey went %o ime at the same time, or -
later cn -~ altiough as socn as poasible. The forms, or enirelo;zes |
containing ther . are all addressed to the same point: The ‘ﬁwhine
Branch of CCR. We estimate that ome keypunch operator cam handle six
or elght hundre . forms of this type & day. | |

Aftei' keyp .nching and verifying, the bulk of Initial Reaction
Sheets should I : destroyed. They have no dosumentary wa’.:!.ue1 apd are
canpletely expl ited by machine processing except where they contein
verbval instxuctions on such subjects as I8¢ soding, These alone will
then be hand-pr censed. |

The cagpplele deck of cards should be répro::‘;nced daily far uge by
the C3, and pac:ed on to the Machine Branch of HID for f‘urb?;mr ro-
cessing. |

We should :¥plore the possibility of talking IBM caxds wm,en are
the product of his bockkeeping, sorting them down in amia‘#e
order for disse ination to field stetions, converting them mechsni-
cally to S-chap el tape, and passing the resuls back to the fleld
via the Pelctap: scheme., ‘

S8usject to proof to the contiary in the course of ﬁest.'img this

' scheme, it £s o.r esswption that manpower required in the mcm;:xe

Rooms of oca ari the C8 will be a fraction of ‘Lbai. saved in the Divi-

slons, the field, the C3 Staf?s, end ths several office of DIJ/I.
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Reproduction Bottlensck

While the model system will use electrical transmission from pro-
ducer to consumer, fbr & small portion of CS producticn, this will not
be the case for some time for the great btulk of it. Until electrical
transmission becomes the rule, we shall have to countinue to‘rély on
multilith-type reproduction facilities.
vAlthough the reproduction and disseripation processes are almost
identicel, Cable Secretariat reproduces c¢abled reports for diesemination,
and Printing Services Division does the same for pouched reperts. The
reason is that the Cable Secretariat has proved its capability for apeed
in its task, and therefore has retained this responsibility.

We feel that the reproduction facilities of the Cable Secretariat
are properly used for all internal dissemination of incominé cables, and
for electricel transmission outside, but thet a better capabiiity should
be established 5y PSD fbr all reparta not electrically transmizted to

customere under CS numbers -- cabled, pouched or Teletaped Tuis

. facllity, like the Cable Secrebariat, would have to work arouni the

clock and otherwise develop the same high degree of effielengy. If one
of cur targets is to speed up our routine reporting acroes tﬁs board, it
would be counter-productive in the long run to Proc2ss a smaﬂl sector

efficiently, sllowing all vlae to lag

-29 -
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Equipoent

Assuming £ voreble conclusions from the test, the iszsue of brosdening
the system's ap lication will arise. Should presently évai}.able equipment
be acquired for shis expansioa, or should we wait for a bet‘ter model?

One of the weakest aspects of the system is its key element, the
Flexowriter. S.ze of the yroblems we have with it are described in
Background Fape No. 10; others are inherent in ita mchaui@ operetion
and cause troub’.: for the typist. The Office of Communications, vhile
continuing ite ¢ serch for better gadgets, éhc»uld gerlously cousider par-
ticipating in ti.: development of improved devices of the Flexcwriter

- type: L.e. tm writer;s which make it convenlent for a a&cr%tam to
produce & clsar text tape -- or even an eacryptid tape - ag a by-product
of typing, for ‘rensmission and later processing, withoat re-keying.

Speed eside, a8 keying and retyping procesz:s are &L&minaﬁed, this
approach would ¢1 the one hand offer increassd ilaput voluase for the
growing electricil communications czpacity developed by the Office of
Commmications, and on the other offer significant manpwar‘ gavings.
Properly design:l and protectesd Flevowriter-type devices ahould allov us
to employ secre! aries/communicstors in the field with only zjmderat«ely
increaged demani 3 on training and skills. We have indications thet
satisfectory equipment will be available in the summer of 1961.

The cost oi such a system, while high, may not be oui of line.

" Three of the devices ~~ the minimum for cne link -- are ljs’.kély to cost

about as much a: one overseas employee in one yaur.

- 30-
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Extension of System to Other Azencies

The applicability of the system to our work with other agencies
requires study. It is our belief thet pertinent parts of the system,

such as the Initiasl Reaction Sheet, should initially be tested ine
gide the Agehcy ouly. Extension might then be exsmined flrat of sll
to those other agencies, i.e, notably Air Force, which use the ISC. ;
Specific negotistions should be conducted at the proper time with each

poasibly interegted agenéy; this apprcach may well, lead to the develop-

ment of different versions of the Initial Reaction Sheet for eech.

This brosdening out, in turn, might meke the ISC useful to mc‘»re members

of the c@mmknf,tykand thus cause them to rely more heavily on the doc-
umentation facilities provided by CIA. |
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